I t was 7 pm on May 10, 2012 and Mr. Prabhakar Jadhav, Head, Planning, Quality and Change Leader had just finished going through the report on Sampoorna Parivartan (SP), the change initiative introduced by the Chairman & Managing Director, Mr. M R Jaishankar at Brigade Enterprises Limited (BEL). The report clearly indicated that SP had not been able to get the buy-in of all stakeholders and its lack of consistent application across departments was a major cause of concern. Getting up from his chair, Jadhav pondered over the next steps to be taken in order to ensure success of the change programme.
The Brigade team had shared the "Great Place to Work Survey" data with Jadhav as also the challenges faced with the internal employees and external contracted workers. Although there was an overall increase in the ratings of the survey, it showed that SP had not established itself consistently across departments and roles. Inter-departmental communication was a major issue and employees expected more cooperation and effort from their colleagues and better management within the organization. Net profits dropped by 51 percent in 2012, following a 158 percent increase in 2011. The increase in turnover fell from 26 percent in 2011 to 23 percent in 2012 (Exhibit 1). With operations in real estate and construction in South India, Brigade had grown into a conglomerate of five companies generating revenue of over ` 360 crore in 2010, and had forecasted a growth of ` 10,000 crore by 2020. Synergies within the organization were important to achieve this objective.
The process of diagnosing areas for change and implementation of SP had been outsourced to Wipro Consulting Services (WCS). After 18 months of hand-holding by WCS, the management was now faced with the massive task of enhancing employee perception and communication. Having come a long way with implementing SP, management at Brigade had to ensure that it reached everyone and addressed overall employee satisfaction. Jadhav looked outside the window of his office and thought about the weekly Senior War Room meeting the next day. Internal communication was critical to building reputation within the organization and he had to think of possible solutions to be presented in the meeting. As he started to wrap up for the day, he knew that the next week was critical as he had to take a decision on how to proceed post-SP implementation phase. He felt that the best strategy would be to continue in areas where Brigade was doing well and begin focusing on areas that required improvement. In order to ensure inclusive and inter-departmental implementation of SP, should Brigade, pondered Jadhav, continue with the strategies outlined by WCS
M A N A G E M E N T C A S E II
for stakeholder engagement or amend and secure cooperation and collaboration?
BRIGADE ENTERPRISES LIMITED
Established in 1986 by Mr. M R Jaishankar, the Brigade Group was recognized as one of the leading South Indian property developers. Headquartered in Bengaluru, it had branch offices in South India and Dubai. With a multi-domain portfolio, specializing in property development and management services, hospitality, and education, Brigade had conceptualized and created many projects in different cities of South India. These included luxury apartments, integrated enclaves, state-of-the-art software and retail facilities, services residences, resorts, clubs, schools, 5-star hotels, a convention centre, hospital, and an SEZ. Jaishankar's vision for Brigade was to create world class living and working environment and to provide a better quality of life for people inhabiting them. In 2012, the business had generated turnover of a little over ` 600 crore. 1
Known for innovation, quality, and trust, Brigade as an industry leader followed good business practices and was a professionally managed organization. 
Reflection and Assessment
The real estate industry faced uncertainty due to the financial crisis of 2008. Brigade, asserted Jadhav, had to manage its financials well to sail through the crunch. Recalling the situation in 2008, Jadhav observed, "The defect rate of projects was very high at both, inspection and handover stages. On-time delivery was a major challenge with frequent delays in handover to customers. The delays were observed at all stages from the initiation of the project to its completion and trickled from one department to the other. In addition to this, inventory management was required to reduce inventory levels and to decrease costs."
Prior to assiging the contract to WCS, the change management team within Brigade identified inter-departmental communication as a key challenge and area for improvement for effective management and coordination. Though the organization had already implemented enterprise solutions like SAP to improve inter-departmental coordination, there still existed a disconnect between the departments, which continued to focus on individual requirements at the cost of organizational needs. Departments that faced hurdles impacting contractors or other departments or the project as a whole, were expected to brief the management about their problems. Such communication and flow of information was critical to the timely execution of projects, especially in a sector like real estate where the company's reputation depended on delivery timelines.
Brigade Initiatives
Brigade identified the lack of consistency and processes within the organization and, with the help of WCS, in 2009, began investing heavily in business process management. By 2012, Brigade was one of the few companies in the real estate industry that had invested in change initiatives with an aim to achieve business excellence. It had put in place programmes to establish efficient processes, procedures, and knowledge management systems to bring about a change in the overall culture of the organization. Apart from SP, the organization-wide change initiative, Brigade had also invested in employee induction programmes (Aagaaz), ERP systems, and many CSR initiatives. The focus, according to Jadhav, was on changing the culture and improving communication and employee engagement within the organization. "Not only did the initiative define the strategy and approach of the company to tackle internal communication, but also provided a platform for a structured and focused rollout by getting everybody on board."
Management at Brigade realized that simply focusing on project management and coordination was not enough and that they had to change the way the organization fundamentally worked to be able to seamlessly drive the transformation. Aiming to be the best in the industry, Jadhav stated, "We want to be an organization which learns, unlearns, and relearns. We want to bring in the best practices. SP is not a process but a culture that needs to be imbibed in all employees of the organization. It is only then that we will be able to see exceptional results and deliver excellent value to our customers."
The idea was to achieve the objective of delivering value to stakeholders by changing the culture of the organization and the way people functioned. Jaishankar believed that a change in governance would change the way people worked and would lead to excellence in execution and innovation. A three-phase project plan was developed by WCS for structured implementation of SP in 18 months and was expected to reach over 350 employees. Brigade targeted continuous improvement through Six Sigma, Kaizen, Project Management, Process Standardization, Knowledge Management, and I-Create (an initiative similar to 5-S adapted to the construction industry).
To facilitate the achievement of targets, Brigade also put in place SAP and ERP systems to create a professional environment and followed best practices of HR management.
Launch of New Communication Channels: Reaching Out to Employees
To be able to successfully drive the change in the organization, it was critical to increase inter-departmental interactions. Maximum number of employees had to be involved to ensure that there was coordination and information sharing. To achieve this, a focused internal communication and branding campaign was launched. Communication channels were set up to make employees aware of the initiatives -active and passive communication methods were adopted to communicate within the organization (Exhibits 3a-c). Posters, danglers, and mailers were used to increase the visibility of SP. Additionally, many training workshops, brainstorming sessions, and contests were organized to get employees involved in the internal change process. These active channels helped in spreading awareness about SP and understanding the management's perspective on internal coordination and communication. To generate interest and visibility among Brigadiers, interactive cartoon characters called Brigadier Sam, Honey, and Engineer Velu were created. (Exhibit 4). The three characters had dedicated email ids to interact with Brigadiers in a humorous and humane manner which appealed to employees in a highly technical industry like construction. Another key initiative was airing in-house movies on safety, storage, and hygiene. The cast of these comic movies were employees of Brigade.
A War Room was created which acted as the cross-functional central coordinating unit comprising senior managers from Brigade and WCS. The aim of the War Room was to address concerns in the area of inter-departmental coordination, information sharing, best practice sharing, and decision making. It spoke one language, be it marketing, finance, planning, quality, or safety. All differences were addressed and initiatives discussed so that a single coordinated message could be transmitted to all Brigadiers. The War Room published a dashboard to update the employees about the progress of the organization. The focus of the War Room team was to initiate change in processes and once the transformation was initiated, it was handed over to the process owners. The War Room was also instrumental in taking lateral and vertical messages of the senior management to the rest of the employees. 
Aagaaz -Employee Induction Programme
A major challenge in the industry was that people kept changing and since workers were migratory, project sites saw a continuous change in manpower, contractors, and nature of projects. With every new project site, Brigade found it very challenging to restart the cycle of change and to inculcate the Brigade culture. People were constantly being taken onboard and this required that appropriate messages were sent about the organization's goals and its values. Due to the phase-wise implementation of the SP initiatives, the employees who joined the organization in the middle of any one of the phases could not find the right opportunity to involve themselves in the SP initiatives. As a result, getting buy-in from new employees became a challenge for the management.
In 2006, Brigade had started an employee induction programme which was later, in 2009, rebranded as 'Aagaaz'. As part of this programme, new employees were trained about the nature of work and the culture at Brigade. Designed as a two-day programme, it was facilitated by all department heads who addressed employees with the objective of familiarizing them with the functioning of other departments. Identifying the challenge of acceptance of SP among new employees, a half-day induction on SP and its different tracks was specially designed to apprise the trainees of the roles they could play in improving communication inside the organization; the trainees in turn were encouraged to share their feedback on the process. Aagaaz aimed at creating synergies that got the newer members of the organization understand the internal processes. This was designed to get the commitment of the young and new members of the organization. Speaking about Aagaaz, Mr. Mohan Kumar, Deputy General Manager, HR, stated:
"Aagaaz serves as a good platform to educate new employees about the culture of the organization. It helps increase the visibility of SP and makes employees aware of its different tracks. However, there is no reinforcement of SP once employees start full time which leads to fizzling out of interest that was generated during the induction. Brigade needs something more that will help employees join various tracks of SP they may be interested in."
Sampoorna Parivartan shows Impactful Results
Since its initiation, SP helped Brigade deliver excellent value through increased coordination within the organization. Over 34 Six Sigma projects, 20 E-Auctions, and 30 Kaizen events were implemented within the organization. Brigade successfully adopted the Critical Chain Process Management (CCPM) of Theory of Constraints (TOC) process for real estate projects. This had a direct impact on the financial performance of the company. By the end of November 2011, the Six Sigma initiatives had helped the organization achieve financial benefits of around ` 9.25 crore. Kaizen in Brigade resulted in an impact of ` 3.25 crore. The maximum effect was, however, derived from Reverse Auctioning which resulted in a net gain of over ` 33 crore. SP led to major improvements in the performance of projects. The various processes put in place reduced the planned duration of the construction time of projects by 32 percent. It directly resulted in a 70 percent reduction in handover time of apartments and a 50 percent reduction in inspection and handover defects. The different steps taken as part of the initiative led to standardization of processes and a reduction in inventory levels from an average worth of ` 70 crore during 2008 to ` 25 crore during 2012.
By the beginning of 2012, Brigade had seen a perceptible shift in the work culture and client perception. Employee motivation had increased tremendously and everyone from the engineers to the management was working with a plan. Jadhav identified many such intangible benefits from SP. There was enhancement in team building and problem solving skills of employees and improvements in employee engagement. Attrition rates fell from 16.3 percent in 2009-10 to an industry best of 14.5 percent in 2011-12. The new procedures and processes helped em-ployees connect better with the management. Involvement of employees in SP initiatives increased from 14.5 percent at the start of SP to 79 percent in 2012. Every project within the organization was tracked which, according to Jadhav, was unheard of in the real estate industry. SP led to increased tolerance and coordination between the contractors and Brigadiers.
Employee survey showed that employees liked the work and felt that they made a difference to the organization. The atmosphere within Brigade was perceived to be very friendly, with several events being celebrated as a family. According to a study at Brigade in 2012, 44 percent of the employees who took the survey felt that SP had improved their work life balance; 30 percent saw an improvement in their careers. There was a sense of pride in working at Brigade. Employees felt good about their contributions to society and showed a positive inclination to work with the organization for a long time.
CHALLENGES FACED BY THE CHANGE MANAGEMENT TEAM
Though the War Room tried to send a common message across the organization, it was visible that some departments still required substantial effort to be on the same page. Size and people dynamics within departments played a role in developing differing perceptions and attitudes. It was difficult to implement processes and frameworks like Six Sigma and Kaizen within small teams. The report presented to Jadhav spelt out the difficulties in implementing SP across the board and identified challenges faced by the organization with internal employees in the implementation process. Although the idea of SP was welcomed by all in theory, in practice, there was inconsistency in its implementation. Jadav attributed this partly to the natural orientation of the departments. For example, an engineering department used to analytical tools took up these initiatives fairly quicker than the finance or liaison department that was not used to such an approach. Additionally, quipped Jadhav, most of the initiatives taken did not see the sunshine because it was difficult to sustain the enthusiasm of the employees. SP had not been implemented evenly across the organization. According to the report, this was more a result of the cyclical effect that any new initiative would have. The departments that involved themselves with the SP initiatives benefitted from it and therefore continued constant implementation of improvement in processes. The departments that refrained from involvement in SP initiatives in the initial stages did not benefit and hence did not buy in to the effectiveness of continuous improvement. Lastly, observed Jadhav, similar to other radical initiatives started in partnership with experts, SP faced a trickle-down effect. The passing on of knowledge from one level to the other faced loss of important information about the content and methodology of any of the tracks. The residue was not as effective as it was in the first few phases when the experts handheld the teams. According to a study at Brigade in 2012, only 16 percent felt that there were improvements in employee recognition. Additionally, only 8 percent saw financial benefits from the programme.
Along with internal employees, another challenge typical to any real estate company was a large set of contracted external employees like vendors, architects, and consultants. Securing engagement of this cluster was also a major roadblock. Speaking about Brigade strategy towards this cluster, Jadhav asserted,
"We regularly conduct road shows for our consultants and architects to get them in line with what Brigade's change initiatives are. The objective is to make them aware of the culture of the organization. While trying to reach on-site workers, there is a stronger constraint on time since they can only be reached out to during the 10-15 minute meetings in the mornings or occasionally on weekends. This induction exercise is extremely complex since 63 percent of the contract workforce is unskilled."
With respect to these external contractors and workers, the report stated that there was a lot of inconsistency when it came to implementation. The presentations and demonstrations about SP had a short-lived effect on this group and the way they functioned. Also, since this group was disconnected from the rest of the organization, their awareness levels were not the same; the communication levels with this group were low and needed substantial improvement. Additionally, there was a constant lack of initiative in implementing SP practices on the part of this cluster. More often than not, the SP practices had to be forced on them and hence, monitoring was essential.
Once communicated and demonstrated, SP practices faced major resistance from the stakeholders. Since these external employees were working across different projects and with different companies, they were not used to stringent processes and procedures. There was no di-rect expression of resistance but it was evident from the constant by-passing of norms. SP was thus, not able to penetrate and become an accepted practice.
The main challenge, Jadhav felt, was in taking the message to the lagging sections and ensuring reach through communication to lower levels to as great an extent as possible. Speaking about the problems faced by SP, Jadhav observed, "Although SP has been rolled out, the initiative has not caught ground at the same level across the organization. 25 percent of the problems are out of the head office, 50 percent are from the project sites and 25 percent are from suppliers, architects and consultants. Our main challenge is to figure out the strategy at project sites and ensure consistent, inclusive implementation across the organization. People have to be continuously taken on board which requires getting the message across to them about the culture within the organization. It is also critical that we know what the employees feel about the culture, management and reputation of Brigade. To solicit this feedback and understand employee perspective, Brigade has been participating in the Great Place to Work survey since 2010".
"Great Place to Work" Survey
As an initiative to understand the employee expectations better and to gain their valuable feedback, Brigade participated in the Great Place to Work Survey conducted by the Great Place to Work Institute. Considered to be the largest study of its kind in India, the Survey tracked employee feedback on their workplace and aimed at identifying, recognizing, and spreading best practices followed by organizations. It rated the organizations on five dimensions -credibility, respect, fairness, pride and camaraderie -and thus helped in gauging the satisfaction of employees at the workplace, their trust in the management, pride in the work they did, and enjoyment in the company of the people they worked with.
The Survey showed an overall increase in the satisfaction of employees at Brigade in 2012 over 2011. In 2012, employees gave the company an average rating of 79 and there was an overall positive response in terms of "pride in the workplace" (85) and "credibility in management" (81). Employees felt that their work had a special meaning and that it was not "just a job". Management was perceived to be competent with a clear sense of organizational objectives and strategies to achieve the same. Jadhav, however, was concerned about the areas where SP had still not made an impact. Brigade scored 65 on parameters that judged employees' perception of impartiality and equity. The ratings pointed to the people's perception that their performance was not recognized fairly within the organization. Also, the section that judged the sense of community feeling, cooperation, and fun at work did not fare well with a rating of 70 in the Survey.
Being a large organization, the profile of Brigade included a wide range of employees from below the supervisory level to the managerial and senior managerial level. Management was aware that the satisfaction levels were different at different levels of the organization. Jadhav had realized that this had to be tackled to ensure that the entire organization was equally satisfied with the culture and management of the company. Survey data showed that employees felt the organization welcomed them and they found it to be a pleasant and friendly place to work. However, employees at supervisory levels and above seemed to share a concern with adjusting in their new teams. Although the Survey showed that the top management was perceived to be competent at running the business with a clear view of organizational goals (91/100), it also pointed towards weaknesses in internal communication and accessibility of management. Brigadiers felt the management was not open to all their queries and on many occasions refrained from giving them clear-cut responses. Efforts targeted towards the younger full-time employees had increased the overall average ratings from 73 in 2011 to 83 in 2012. The Survey provided data regarding role-wise ratings for Brigade across parameters (Exhibit 5). Speaking about this difference in satisfaction across levels in the organization, Jadhav explained, "SP initiative is in progress since three years. The managerial staff has an experience of 15-18 years in the industry. The change management initiative is new to the construction industry and hence requires cultural change. Aligning and integrating people to the required levels and getting to know the new style of business operations is a challenge."
The Great Place to Work Survey also highlighted the difference in satisfaction among different departments in 2011 and 2012 (Exhibit 6)). Different teams had different levels of satisfaction with variations between the two years. According to a manager at Brigade, communication had to be strengthened with the objective of increasing employee motivation and ensuring that they had a clear view of what was happening in the organization and what was in store for them. SP had not been able to establish itself consistently across the organization and there were a few departments that lagged behind in the initiative. It was important for SP to be all-inclusive. To achieve positive results, total transformation was required. Isolation of a few departments was not desirable and it was upon the management to make sure that changes were implemented across teams. Every department had a role to play and was a crucial piece of the overall puzzle.
Departmental Challenges at Brigade
The new changes suggested by SP faced resistance from a few departments. Every new process required extra effort from the concerned department. This had a cascading effect on the dependent departments and often led to a conflict, preventing the implementation of many planned projects. Ms. Jayashri Venkatesh, General Manager QS, stated, "Brigade follows a top down approach which makes it easier to bring about a change. However, securing commitment from all employees is difficult since some perceive that the new proposals are being very process-oriented."
Headed by Mr. Jagan Mohan, the HR department played a key role in the organization-wide implementation of SP. Employees of this department were actively involved in many active tracks like I-Create, Kaizen, and Six Sigma. Speaking about the effects of SP on employees in the HR department, Mr. Mohan Kumar, Deputy General Manager observed that he had seen a much more open culture within the department and that the team had become more interactive and alert. As part of SP, the HR team began concentrating on changing the culture at Brigade. 'Brigade Big Blast', a one-day outing for all employees was started in 2009. The event saw a record turnout of over 300 employees in 2012. It also conducted a talent programme called 'Brigade Fest' as a platform for employees to exhibit their talent. A communication channel was established to discuss topical issues through competitions, debates, and blogs. Although these channels were set up, Kumar believed that communication channels and strategies had to be strengthened. He elaborated, "SP is a continuous process. It has done a lot of work in HR but that is not the end of it. A lot more needs to be done to communicate the objectives and values of the company. We have to look at ways to make the environment a fun place and to increase employee engagement."
He felt that SP needed to include more people from different departments to get a varied perspective on problem solving.
The Marketing department at Brigade primarily conducted regular assessment of the market situation and worked towards understanding customer needs better. As part of SP, the department invested heavily in business excellence. The objective of the team was to improve customer satisfaction and many steps were taken to work towards it. Processes were put in place to collect customer feedback, understand customer perception, handle complaints, and ensure safety. Mr. Joshua Vincent Toppo, Marketing Manager at Brigade, believed that SP had helped in increasing the performance of the team and identified improvement areas in their approach. Speaking about I-Create, he said that it helped in documenting information and making it readily available. Such organized storage of data, he explained, was useful in getting the right information at the right time, which helped their team take proactive steps. Talking about the satisfaction within the department, Toppo observed, In Brigade, prior to SP, each project functioned as an independent unit. SP introduced standardization of practices and norms across projects within the company. This aided the Operations Department to reduce the turnover time. ISO documentation, regular checklists, and day-today follow-ups helped the team move towards ensuring that customers received a defect-free delivery. Deenashree K, Engineer QA, observed that SP had established a communication method to inform employees and get them in line with company objectives. Speaking about the challenges faced by SP, Deenashree, also a member of the War Room, elaborated that involvement of people in the company initiatives was very selective. She said that management was not exposed to what employees felt at the site. She also added that Brigade lacked on-time delivery and a lot of work was needed to achieve that. In her opinion, the team needed to sit with contractors and take decisions rather than delaying the process by going through multiple versions of the proposal. She felt that SP needed sustainability. Although innovative solutions were proposed, the extent of implementation was very low.
Brigade had a dedicated IT department that worked on both IT infrastructure and application development. Since the roll out of SP, this department had seen a lot of changes that put in place a structured system for organization of knowledge, documents, and policies. Mr. Robert King, IT Manager, identified old systems as a challenge to the company. With the presence of legacy systems, every team had its own way of working. He believed that Brigade needed a centralized, coordinated platform to share ideas and search knowledge.
WAY FORWARD
Jaishankar and Jadhav believed that SP was not just a programme but a journey. The focus of the team had been to stop at every point to assess its reach and to take the right steps to make Brigade a fun place to work for everyone. To move ahead in the quest to establish good practices, management had to ensure inclusivity and interdepartmental implementation of SP. To achieve the aspired turnover by 2020 and the vision of being a world class organization in products, processes, people, and performance, they had to get everyone across roles, regions, backgrounds, and departments on the same page to secure cooperation and collaboration.
Flipping through the report shared with him, Jadhav noticed that two departments, Engineering and Marketing, constituted 65 percent of Brigade's strength. These two departments had done a good job in adopting the tracks of SP. The other departments such as HR, Finance, Business development, Liaison, Legal, Design development, and IT were involved in Business Process Management (BPM) track but needed to keep pace with other tracks of SP.
As he left his office for the night, Jadhav thought about strategies which could be proposed in the meeting on the next day to address "inclusivity" and comprehensiveness coupled with a change in the mindset and attitude of people. 
